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SURIBCT: How Avpwt A Fow Chenges Arcumd Here ?

It acems to me thet we have ocoe io & bothersome
in-between stage in propering estimates i CGMR, end that
we aught to 24% on a Pew nov procedures. We had mansgsd,
as of some L1me ago, to drift into & comforteble groove
of too much stamdwdization in yroduct sod iz wpproech.
Recently, s nushber of ambers of Boerd and of Staff have
beer poking snd predding to mske things different, but mo
consmmsus has yet bewn schieved om what that "diffevemt”
vught to be. So we sre experimenting -- shieh is healthy
bt time-consuning. At the ssme time, we are baving come
municaticns probleus. Sometimes en imnovstor ot the Bteff
turns out & good but usususl kind of draft wiich his Bosrd
Chaimmer or Pamel 48 not kaved to) sometimes & change-ninded
Soerd Cheirmen ssee s Btaff drsft ss sticking far too much
to the sene old pattern. (Toeee vrobless plus leck of e
thorough enough revier of the proposed estimstes program,
have put us considerably bshind cur profustion targets.)
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BaB-C-ReBe?
Here ovn some suggestions sbout what we do pext.

1. ¥He ksap the preposed estimgtes progrss
-'WWMMWeMWimw%@
Btaff Chiefs, sl ther g Steff Chiefs meeting 4o winnow
it down prior to the Board session on 1t. CEB, wnd i
nocessary DDEE, to be iz charge of this =~ tough end

BEan.

2. Staff Chisfs snd all Btaff Drefters must be
convinced thet they nust degin drafting emrlier om
almost every draft cotisste sc #8 to allow ot least
% week = end better ten daye or two weeks -- fon
Board review and spproval before the sstlimmte con g0
mtt 4o the Beps. If lees time i needed, so much the
butter; there will be more leeway sbout the Reps'
aseting end sbout whan the estimate goes to UBIE.

3. At the time of sterling esch draft estinets,
there showld be s yeguired informal wmeeting of Staff
Drafter, Btefl Chiaf, Board Chelreen and exy Board

pancl aasbers who beve then been nemed. {Thix session
-2 -
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ghould be in emdditico to the yepuler formal consider
etion of terws of vefersica,) Oemcrel apreasest should
v resched o the form sl spyruach of tYho draft, and
there should be dlscussion of the probeble key Judgments,
In the uniikely ovent that sharp ditferences are zvident
&% this stags, DIUT ahowld ocemeldey sone oshange in the
sopbinabion of pesple.

., ¥han & drpft is finished and

the Zteff Shisf saaw,ingmdm " A svpy should be

givmtsth&mmzmuwmm%mf&

veview. (This is sften dome mow,) If the Board Chadr-
man woproves of the dratt or hee it modified to moat his
ghjectiens, then it becomee inembent upon him 3o sxpaitte
it wovement throuck the full Board session.

5. The Staff a8 = vhole should soom have sous
further discussitm on certsin new principlea which now
gews to beve ewsrged for writing astimatos. Apcng thes:
mmﬁmwmﬂmfmmﬁalwhmgﬁm
naterinl; the development of e fow key issues, rother
than o1l problens of & oountry] s Toeun gv Lilses as well
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a2 fects (risking more comtroveray ssd less Soiler.
nlate)s the teiloring of the form of the estimate to
st the oullest metter deslt with.

Here are » aoaple of W%iéw oh obher astters.

Ge In fature bivizg for the stelf, we should weigh
denonstrated writing talent, o5 sgadnet other mitributes,
sven more boevily them in the peat. ¥hen ne senior applis
eant with such telent sesms avadlsble, we should be resdy
to ge for the younger man who mey not yei hsve this sbility
bist who will prodedly be essier to bring sloss. (Acother
wonld be juet right.)

T« Avother sori of change -« nue which would get
the office off to a me?‘:&, erdisper start in the mornings
(s bs much syprecieted in Bosrd and Steff) -- wewld be
fmi soheduling of ﬁw morning aecting to rux feos
G130 omly wotdl 5:45, Most deys the business thet come
eerng the Board as o Whole {end the Staff Chiafs) zan
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he bandled in Fifteer winutes. DEE eeuld then edjourn
to his office Lo carry on furiher specislise’ giness
or diacussion which need involve only & faw otherg »=

snd thew procecd, egoelly well prepared, to the DOI's

strning mewting., 12 vaususl clreusstanees, of course,
the ONE mesting wowld contimue as long a3 need be.

8, m&mﬁt&mmﬂ%&&gﬁm
coomaionally b«mm;m of thwse oold de
sehaduled at other times, for » helf hoor oy an hour.
This srrangonent would hmve edvanieges in: porsitting
INE to be presant for the vhole bricfing stww, zaking 4t
mwmmwwwwmwnm,
uying Boaxd aeders’ gttenfdsnce wove to subjests that
interest then, sad £311iny rere Soed spots on the office
sehadula.
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